Memorandum for: Judge E. E, Townes, Chairman, iouston Executive Committee,
Baylor University Board of Trustees

Subject: The Current Status of Baylor University College of Medicine in
The Texas Medical Center and the Proposed New Jefferson Davis
Hospital :

In a memorandum on The Texas Medical Center, prepared in 1948 at the
request of Mr. H, R. Cullen, the late'Dr; He Jo Stander, an outstanding medical
educator who was then Professor of Obstetrics and Gynecology of Cornell University
Medical College and Director of the New York Lying-in Hospital, gave the follow=
ing definition of a Medical Center;

"4 'Medical Center!, as this term is used today, connotes an
institution designed to offer medical care of the highest standards

in every branch of medicine to the community; to equip and train most

adequately young graduates for general practice or the specialties; to

educate and train undergraduate medical students and nurses in a manner
consonant with the highest demands of medical education; and finally,

to be in the forefront in medical investigation and fundamental

research in the cause and treatment of disease, It is evident that

to attain these ends the medical center must be able to offer adequate

hospital facilities as well as be an intimate part of a first class

medical schoolg™

Dr, Stander stated further that these essential requisites could be met
in the proposed Texas Medical Center in Houston and that "the Medical Scrool of
Buylor University is uniquely situated in a large and ever growing modern city
with a concentration of industry end finance which should be able, not only to

support, but also to develop the Medical School to a point where 1t will be
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among the best of our centers of medical education and research," He emphasized,
however, that in order to achieve these objectives certain broad principles must
be followed, including particularly:

1, For every dollar spent in construction at least two dollars should
be reserved for endowment to operate the institution,

26 A total bed capacity of about 1200, provided the classes of Baylor
University be limited to 80 students per class,

3¢ The Head of each major department in the Medical School must be the
Chief of Service in the affiliated hospital.

4, Establishment of an administrative organization with a joint Board :
representing the governing boards of the medical school and each of the partici-
pating hospitals and responsible for broad policies and under this a Medical
Board composed of the Heads of the major clinical departments as the responsible
professional body, The actual administrative organization for the Center should
consist of the President of the Joint Board who works closely with the Director
of the Hoshital and the Deon of the Medical School,

5 "Geographic unity, The Center cannot function successfully and
become one of the outstanding Medical Centers of the world if it is merely a
combination of five or more individual hospitals associated with a medical school,
The new Center cannot be a mere gathering together with the 'neighborhood! of
several hospitals. The Center must be planned as pne complete institution, with
its several component units (hospitals) fitting as gne over-all scheme, so that
services such as X-ray, Out-pationt Department, Pathology and the various .
Labeoratorics may serve cach unit alike and that therc be no need for duplication

of X~-ray, etc,"
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Several other outstanding medical educators, inéluding Dr. Alfred Blalock
of The Johns Hopkins University, Dr. Basil MacLean of the University of Rochester,
and Dr, Alfred Snoke of Yale University, who have had occasion to visit Houston
and observe the Texas Medical Center development, have submitted reports cmbody-
ing similar rccommendations for the organization and construction of the Center,
All of these men have emphasized the fact that a Medical Center consists essen-
tially of a rcguler medical school and its affiliated hospital (or hospitals)
with complcte organizational integration of thecir personncl and geographic unity
of their facilitics. In his report on The Texas Medical Center, Dr. Blalock
placed grcat emphasis upon thesc principles stressing particularly the proper
rclationship between the medical school and its affiliatecd tecaching hospital,
Lftor cxplaining the fundamental reasons for thesc principles and how time and
cxpericencce had proved their significance in the ﬁation's grcatest medical centers,
hce emphasized that by "hospital facilitics, I do not mean mecre association or
proximity to & hospital where medical students may be permitted to drop in and
observe the course of paticnts, but instead a hospital operated and maintained
primarily for the teaching of medical sciences and the investigation of medical
problems, and supervised and directed by appropriatc members of the medical
school faculty just as absolutely as other faculty mcmbers arc in complcte charge
of their anotomical dissccting rooms or chemical laboratorics.”

In the concluding rcmarks of his rcport, Dr, Blalock again cmphasized
the important rolc of thc medical school stating "it must be obvious to you that
I feel that the success and the future of the proposcd medicel center hinges on
the cmphasis and the development of the facilities of the associcted medical

school, Having carcfully sclected the men to head the faculty of the medical
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school, thcy must assumc a position in the organization of the center that will
ensurc the proper development of their departments, They must have absolute
control under trustcc supervision of sufficient beds for training and tcaching
purposcse - One well organized, gloscly intcgroted medical school that is actually
the foundation upon which thc genter is organizcd is the best assurance of
£aceess.”

Thesc men arc all cminent medical cducators. They arc rccognized cuthori-
tics in their fields of cndcavor and they spcak with the wisdom derived from
long cxpericnee and éiligent study of thesc problcms, They have all pointed out
the important rolc éi the medical school in the centere Thoy rccognized only onc
medical school for the center - the onc regular and complcte medical school -
Baylor University Collcgc of iedicinc. No other medical school is mentioned in
their reports because their concept of o medical center both in orgunizetion and
construction consists simply of o medical school joined with its teaching hospital
units, This concept by its very ncture excludes the possibility of more than one
medical school. Thus, it is no more possible to have a medical center with two
medical schools than it is to have a wheel with two hubs, To be sure, two medical
schools can exist in two medical centers geogrophically located in the scme area,
but each medical school would constitute the nucleus of its own center,

A review cnd analysis of certain events which have token place in the
Texas Medical Ccnter during the past few years mcke it plain theat the wise
counsel cnd recommendctions of these prominent medical educators have not been
fully cpprecicteds More importent, however, than the foilure to cpprecicte the
significance of this advice is the fact that the current trend of events moy
seriously jeopardize the entire future of the Texas Medical Center ond of

Beylor University College of ldcdicine,
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For a more concise consideration of these events it is desirable to
begin with the status of the Texas Medicel Center approximately two years ago.
At thoat time the only cénstructed institution in the Center was Baylor University
College of Medicine and it was operating under tremendous hendicaps for it had
no affiliated hospital facilities for which it could cssume proper responsibility
tnd adequate authority in corrying out its clinicel teaching program, With few
cxceptions the verious clinical depertments existed only zs orgenizeotional facets
of the College with no clinical services of their own through which they could
rroperly perform their teaching and resecarch functions, The blucprint for the
Center consisted essenticlly in a "gathering together® in the neighborhood of &
number of proposed hospitcls and a so=called Centrol Outpaticnt Clinic which was
to provide outpatient serviece for 2ll the hospitals in the €enter and be opercted
by the Medical Center Boarde It was apparent from this concept of the Center
thot the Centrel Outpatient Clinic would be the "Central organizcation through
which 2ll institutions in the Center will be droawn into the team," and the
Bocrd of the Texas lediecal Center would build the Clinic and "exercise general
control over it," It was further stoted in doscribing this concept thet "the
- professioncl men heading the various departments" will hove charge of tﬁc work
within the Clinie, Thus, it would bc the hub of the Center, not the medical
3chools Aside from the fact that the concept itself is unsound, the details of
operotion so far as professional personnel, channels of authority, cnd potient
mcnogement were novér clerificd, It is obvious that this concept of o Mediecal
Center violated ©ll the principles tnd injunctions of Drs, Stander and Blalock
cnd the ideoz of & Centrel Outpaticnt Clinic was simply unthinkcble to the pro-

fessioncl people both in the medicel school and in the perticipating hospitals,
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The convictioh thet it was cn unworkable scheme generated much opposition and
contention, This was the status of the situction when Drs. Basil MacLeon and
Alfred Snoke arrived on the scene approzimately two years ago.

Thesc cxperts in the ficld of hospitclization cnd medical cducction were
invited herc by the Board of Moncgers of the Jefferson Davis Hospital who were
wotivated by o sincerc desire to improve the scrvices and tecching facilitics of
the institution, Following their survey of the hospital these men recommended
cn offiliction with Baylor similer to that in cffcet at somec of the nations lcad=
1rz medical centers, On the basis of thesc reccommendations and the conviction
thet they were dircctbd towerd the best intercsts of the hospitael in providing
improved professioncl corc of poticnts and in furthering mediccl knowledge, the
Board of Mancgers complcted the contract with Baylor University formelly cstablish-
ing thc affiliation, Thc cxpressed approval of thesc recommendations by a
rojority of the members of the staff of the hospitel at that time is also signifi-
cent in rcflceting their desirc to serve the best intorests of the institution
c¢nd thoir spirit of coopcration which grecatly facilitated the rcorgenization and
which hes sinecc prevailed,

The importancc of this cvent cannot be overcmphasized for it not only
provided Baylor with o toaching hospital without which it could ncver function
curcossfully but it also crcated the roquisite units for the devclopment of e
iruc Medical Centere The only difficulty in fully cchicving this objcctive,
n-wever, was the foet that these two institutions werc situcted scveral nmilcs
2pcrt and cxpericncc has shown that until these two units arc joined togecther
under onc roof or in juxtaposition, they can ncver achicve the full fruits of

thcir marricgec, It was for this rcason that Dre Basil MacLcan in conference
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with Mr, H. R, Cullcn rccommended the construction of a ncw Jefferson Davis
Hospital immediately adjoining Baylor University Collcge of Medicinc and the
conversion of the present hospital into a Tuberculosis hospital, with the funds
for thc proposcd ncw Tuberculosis hospitel to be used along with additionel funds
for construction of thc new Jefferson Davis Hospital, With his characteristic
perspicacity, Mr, Cullen immediately rccognized the full significance of this
proposal both as a solution to the problems crcated by the unworkoblc and objce-
tionablc plans of thc proposed Central Outpaticnt Clinic idea and as a mcens of
rcnowing the faltcring progress of the Medical Centcr development, Mr, Cullents
announccment of this proposal was immediatcly met with the cnthusiastic approval
of virtuclly cveryonc concerncd and steps were token to sceurc the cuthoritative
sanctions of thc City and County officicls, as wcll as thoseAin cherge of the
Tubcrculosis hospital programe The additional funds for construction werce to be
obtaincd from thc Cullen Foundation and the M. D, Andcrson Foundation amounting
to zbout 2 million and a half dollars apiccc,

These cssential agrecments were conmpleted approximeately a ycor ago with
o Building Committce cstablishcd to confer with the architects in planning the
nev hospital, but during this timc all progfcss has comc to o virtual standstill,
An anclysis of thc ceusc of this unfortunctc development rcveals the fact that
the same factors vhich previously plagued the Medicel Center development hove
’again becone operctive ond stem primarily from the concept of thc so=called
Jentrel Outpaticnt Clinice,

Thus, whilc Thc Cullen Foundation was willing to provide its funds with
virtuelly no strings attached cxcept, of course, that thc hospital bc uscd 2s an

- £filiated tocoching hospitel of Baylor University Collcge of Medieine, the
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M, D. Andcrson Foundation (whosc members apparcntly dominatc the Medical Center
Bowurd) have insisted upon certain qualifications in giving their funds and have
placed thesc restrictions in tho agreement which has been tentatively propared
by the Mcdical Center Board for decding the land to the City County on which the
hospital is to bc¢ built,

These provisions which would, and indecd alrcady have, crcated much
objcction and even disscnsion appoar in Scetion IX of the tentative agroemente
They include first "provision for cxamination and hospitalization of privatc pay
paticnts" in addition to "provisions for public charity hospitalization."
Sccond, thc appointm;nt of a "scparate dircetor" for thc Outpaticnt Clinic and
Pathological Institutc upon rccommendation of the Adninistrative Board of the
New Hospitel giving "duc consideration to suggestions from the Board of Trustees
of thc Texas Mcdical Centere" Third, that "errengements will bc made with medical
and cducational institutions having school or schools in thc Texas Medical Center”
and that the "rclations betwcen the Hospital and its scrvices with the schools
or school and thcir or its scrvices will be proper and cquitablce as respecets all
of thc institutions conccrned." Fourth, the managemont, control, and opcration
of the hospital by (1) a joint board consisting of scven members, three of whom
(including the Chairman) would be nominated by the Board of Trustccs of tho
Toxes Medical Cunter; (2) a "™Dircctor of the Now Hospital (cxclusive of the
Outpaticnt Clinic and Patihwlogical Institute)";rand (3) a Dircctor of the Oute
naticnt Clinic and Pathological Institute,

It is rcadily epparcnt from thesc provisions that the same fallacious
~noncept of a Medical Center which plagucd its carlicr development end reached

its climax of frustration in the proposal to build a so-called Cuntral Outpatient
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Clinic two ycars ago has persisted to haunt and frustrate the construction of the
new hospitals Why, for cxamplc, is there arneed to appoint a separatc Dircctor
of thc Outpaticnt Clinic and Pathologicel Institute? The Outpaticnt Clinic is
inherently a part of hospital and just as much a part of the hospital as the
clinicel leboratorics, the opecrating room suite, or for that matter, the laundry.
There is as much rcason to have a scparate director for the Outpaticnt Clinic as
to have scparate dircctors for every other phasc of the hospital's activitics,
Why should therc be an insistonce on private pay paticnts? Only becausc this

was an essential paft of thc original concept of the so-called Central Outpaticnt
Clinic, This provision can only creatc (it has alrcady donc so) violent objcc-
tions by thc local mcdical profcssion and the private hospitals in the city, as
well as in the Cinter, Itvis unessential to the educational activitics of the
hospital and is particularly unnccessary in light of adequaﬁo provisions alrcady
availeble in other hospitals, Wiy should therc be insistcnec upon arrangements
of affiliation betwecen the hospital and mcdical schools in the Center? A
satisfactory affiliction by mcans of a formal contract now cxists betweon the
hospital and Baylor University Collcge of Medicine and this provision is obviously
direccted toward an offiliation with anothcr mecdical schoole Herc again is raised
the samc old problem which has continuously plagucd the Medical Center dcovelope
ment - the problem of two medicel schools, Baylor University Collcge of Medieine
and thc so-called Postgraduatc School of ltedieine of the University of Texas,

To makec mattcrs worsc this original plan was based upon the concopt that the
former would concern itsclf with undergraduatc teaching and the laticr with post-
graduate instructions, Thc fallacy of this plan is bascd upon the obsolctc con=-

cept thet undergraduete and graduatc mcdical cducation arc independent cndeavors
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requiring scparatc and difforent personncl and faciliticse To be sure such a
conccpt onec prcvailed a quarter of a contury ago, bub it is now of historical
intcrcst onlys Postgraduatc Schools of Medicine as scparatc instituytions have
long been abandoned, It sccms curious that the University of Texas should still
cmbracc this concept when the tronds in medieal cducation have long sinee passed
this point of deveclopment, It is now gencrally roeognized that undergraduatc
and graduatc mediczl education are insoparablo parts of a singlc program; they
arc simply stagcs in tho dovelopment of physicians which follow cach §thcr in
logical sequcncc. Thoy arc interrclatced and interdependents  They rcquire the
same tecaching staff ond facilitics and the same structural organization of the
institution providing then, Theso provisions arc all availablc at Baylor
University Collcge of Medicine, and like any other first cluoss medicel institu~
tion, it nmust cngoege in these activitics if it is to maintain its Class A‘rating
and its development as o strong end vital foree in the ficld of medical cducation,
It is obvious that thesc provisions written into the tentotive cgrecment
for construction of thc ncw Jefferson Davis Hospital stem from o fallacious
concept of a Mcdical Centcr = the original concept that placcd cmphasis upon theo
so=called Ccntral Outpatient Clinic as the hub of the Center rather than thé
nedical school cnd the now obsolcte and factitious notion theat the mediecl cdu-
cotiontl program mey be scparately organizcd and carricd out by two differcnt
universitics, onc of which would be concerncd with underpraduate cctivitics and
the other with postgraduate cctiviticse The effort to impose this concept,
which violates all the principles and injunctions of such outstanding ncdical
educctors as thosc mentioned carlicr, has produced a scrious conflict of intcrest

which if continucd can only lcad to further discord and contcntione Indecd so



nuch strifc and opposition has now been gencrated that the whole futurc of both
the Medical Center and Baylor University College of Medicine is now in serious
jeopaerdys Because of this contentious situction as well as its own opposition
to certain provisions in thc above agrecment, the Cullen TFoundation is now giving
scrious consideration to dropping the whole plan of building a now Jefferson
Devis Hospitale

This is a matter of grave conccrn both for the Mcdical Center end for
Baylor, Such cn cventuality would scal the doon of tbe Medical Center for.d
long time = pcrﬁaps our lifectine = and it would destroy «ll hopc for the growtﬁ
and development of Baylor as o strong and vital medical cducational institution,
To bc sure Baylor could limp elong umder prescnt conditions but the greot dis-
advantages and handicaps produccd by the scveral niles scparation of its hospital
would crcate secrious limitations to its future progress as o first rate institu-
tion, Since the Jefferson Davis Hospital is the only hospitcl thet can provide
Baylor with adequate teaching material and since it is not possiblc to nove
Baylor ncxt to the present hospitel, the only hope for Baylor lics in noving
the Jefferson Devis Hospital next to Boylore In addition, it is rccognized that
there is a crying nced for a ncw and cnlarged hospital to mcet the growing denands
of the community which has alﬁost doublcd sinec the prescnt building was cone-
structcds

This hopc can be fulfilled only if cortain esscntial principles which
consbitutc thc basis of a Medieal Center arc closcly followed in its cstoblishment,
Thesc nrineiplcs, as described above and cxtracted fron the Stender and Blalock
rcports, have been repeatedly cmphasized by meny oulstanding mcdical educators.

Except for "gcogrephic unity" of tho ncdical school and the hospital those
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principlcs constitutc the basis for the present affiliction between Baylor and
the Jefferson Davis Hospital, By siuply continuing this agrocment all that
rcnains to achicve a great Mcedical Center and teo assurc the future growth and
development of Beylor is to construet the new Jefferson Davis Hospital ncxt

to the mcdical school, This is the key to the solution of our problen,

Micheel E, De Bakey, M.D,
Professer of Surgery and
Chairman of the Departnent of
Surgery, Baylor University
College of Medicine

Januery 27, 1951



